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Some techniques, such as the Key Assumptions Check, Analysis of 
Competing Hypotheses (ACH), and Argument Mapping, help analysts gain a 
clear understanding of how and exactly why they disagree. For example, many 
CIA and FBI analysts report that their preferred use of ACH is to gain a better 
understanding of the differences of opinion between them and other analysts 
or between analytic offices. The process of creating an ACH matrix requires 
identification of the evidence and arguments being used and determining 
how these are interpreted as either consistent or inconsistent with the various 
hypotheses. Review of this matrix provides a systematic basis for identification 
and discussion of differences between two or more analysts. CIA and FBI analysts 
also note that referring to the matrix helps to depersonalize the argumentation 
when there are differences of opinion.18 In other words, ACH can help analysts 
learn from their differences rather than fight over them, and other structured 
techniques do this as well.

12.6  LEADERSHIP AND TRAINING

Considerable research on virtual teaming shows that leadership effectiveness is 
a major factor in the success or failure of a virtual team.19 Although leadership 
usually is provided by a group’s appointed leader, it can also emerge as a more 
distributed peer process and is greatly aided by the use of a trained facilitator (see 
Figure 12.6). When face-to-face contact is limited, leaders, facilitators, and team 
members must compensate by paying more attention than they might otherwise 
devote to the following tasks:

✶✶ Articulating a clear mission, goals, specific tasks, and procedures for 
evaluating results.

✶✶ Defining measurable objectives with milestones and timelines for 
achieving them.

✶✶ Establishing a common lexicon.

✶✶ Identifying clear and complementary roles and responsibilities.

✶✶ Building relationships with and among team members and with 
stakeholders.

✶✶ Agreeing on team norms and expected behaviors.

18.  This information was provided by two senior educators in the Intelligence Community.
19.  Jonathan N. Cummings, “Leading Groups from a Distance: How to Mitigate Consequences of Geographic Dispersion,” in Leadership 
at a Distance: Research in Technologically-Supported Work, ed. Susan Weisband (New York: Routledge, 2007).
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	 Figure 12.5	 Advocacy versus Inquiry in Small-Group Processes
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problems, especially when it occurs in an atmosphere of civility, collaboration, and 
common purpose. Several effective methods for managing analytic differences are 
described in chapter 10.

A team or group using structured analytic techniques is believed to be 
less vulnerable to these group process traps than is a comparable group doing 
traditional analysis, because the techniques move analysts away from advocacy 
and toward inquiry. This idea has not yet been tested and demonstrated 
empirically, but the rationale is clear. As we have stated repeatedly throughout 
the eight chapters on structured techniques, these techniques work best when 
an analyst is collaborating with a small group of other analysts. Just as these 
techniques provide structure to our individual thought processes, they play an 
even stronger role in guiding the interaction of analysts within a small team or 
group.17

17.  This paragraph expresses our professional judgment based on personal experience and anecdotal evidence gained in discussion 
with other experienced analysts. As we discuss in chapter 13, there is a clear need for systematic research on this topic and other 
variables related to the effectiveness of structured analytic techniques.




